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. . . Tha ®4th itee ting of the CIA Career Service Board convened at 
4 tOO p.». f 5 {torch 1954 , to the BCI Conference Boob, Mr. lyman »• Klriqpatrick 
presiding . . . 


MR. KStdCPASRICK: We will cone to order, gentlemen. ®» first it*® 
on toe »tynA« to the minutes of toe tost meeting. Are there any desired 


corrections or changes? 


X hare none. 

MR. KUSCPAESlCKi If not, we will consider toe® approved as submitted. 
Item 2 on toe agenda returns us to toe principal Item of toat week's 


Career Service Board meeting, the Selective Rotation Program, prepared by the 
Office of personnel. *» will find before you a mmwrendum entitled "Proposed 
Rotation Progress few Junior Professional Personnel", which to being submitted 
as an alternate prepoaal by toe ED/A. Is that correct. Sod? 

(Following to the paper referred to above) 


proposed 


:m ? 




mi, PEsgoam 
) 


1. Agency Office Orientation Care 

a. Bs coarse would be offered annually, and toe duration 
of each couree would be epprcadmately one year. 

b. $*» purpose of the couree would be to provide carefully 
selected junior professional employees with a better bmfier- 
standing of toe activlttoa, problems, and inter-relationshipe 
of each dement of toe Agency. 

c. Each Agency office and staff, to its tore, would offrar 
wii«n«A instruction sad ©dentation to the trainees, following 
tot approved schedule. 

d. fha enployeee who attend toe course would be selected aa 
follows t 

(1) course quota* would be assigned to toe Agency’s 
Career Service Boards. 

(2) ib»oh career Service Board would nominate junior 
professional employees with that career designation too 
we the greatest potentiality (nominations would areead 
toe assigned quota). Bach redaction would be aococpanied 
by appropriate justification to® the concents of toe beads 
of toe organisational components concerned. 

(3) Final selection of students (Observing deism quotas) 
wculd be asconplitoed by *«i Agency committee f creed for 
this purpose. 

e. Administrative control of the Agency office Orientation 
Course would be a responsibility of the Assistant Director 
(Fereannel) . 

f . tore necessary, students would be aa dgwa d to Career De- 
velopment Slots toil* undergoing this training, with the 
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of the CIA C*xe&? ©ewic© Bo^dt 


Career BeveJucpwife Flan Bofcafcic** 

a. under the pswlsien* off this pro®*®, * junior proffM*!*®- 
al. awloyee would perform specified duties or receive training 
for a fixed period off tine in an 

the one to which assigned, at the ooBBto^m off tbs . 
training, he would receive m assignment ffra» his Career Service 
Board in which bis imreasad skills could he used to the greet- 
eat benefit of tto Ag^acafs 


to. Bach such rotation asMgnmnt would carfora to th e in- 
dlvidual's career dsvelxposrh plan as approved hy Ms Career 
Service Board *"d the Agency officer vho is *®vtaed toy the 
Board. 


C. As a raneral rule, a rotation assignment under tola pro- 
would be for core than six months too* not to emceed two 
years. 

d. B» A gency 's Career Service Boards wc«M have at l east a 
fixed «ff xsisam nuiatoer off employees in such rotation assignment 
at any given time. 

a. when necessary. Career Development Slots would b© used for 
employees in *->»<« pragma, with toe approval off toe CIA Career 
Service Board. 


rn, «: jctrfe, iff X could answer that question you ashed me «fc the 
Imt meeting, whether X disagreed with the Brnwenml plan as outlined, toe answer 
is ”yes“, «md I had a sasfcer off reasons why I disagreed with it. I would lib® 
to pi*®o as this plan not as a fUdtoed product, tout at leas* as sometMns closer 
to what I we might toe shooting at than the plan tost was submittoa by 

Perscciiiel laefc vaek* 

fliere la mm ©rror i» this pas &&& vbibb X law© ptoaslttod* ©sad thefe 
Is in paragraph l.e. It's net a major point, tout J question whether toe subject 
pmesm should toe under the Office off Feramral. Pwa«aai3y, I believe iff we 
are g H«g to have such a program it should toe under toe Office off lEraining sod 
run to conjunct!®* with the Junior Officer trainee Pragma. X studied this plan, 
gone off toe things toe* occurred to me and toe reasons why X didn't agree with 
lt , it seemed to me tost there was auto a wide variety off organisational owpon- 
®nfcs and activities in toe Agency that these young peqpl* would not opend enough 
t-jwe to gay am activity to toe productive in anything except toe simplest task. 

X also t bSxtis tost with people in that sge braeSet end ©rad® it would toe diffi- 
cult to w atatsla their interest and their jajtivatieu over a period as long a® 
five years. X rather thong* that rays® one year was os long as you could hope 
to -»■■«*»*" their interest and real motivation. Any individual receiving this 
t raining would toe rotated over such a wide range off activities, < 3 P®mtions, etc., 
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the cad of this ported l think he would be thoroughly Itailiar with the 
or gan! nation of the Agency and the interrelationships that exist, but 1 ts& not 
ca urtasad that at the end of that time he vcuM be particularly *11 ®aHfled, 
than he was in the beginning, for productive work in aay particular 
eespoaeHt. I robber think that each person is row inclined to a«rel*£ lt^ical- 
ly aioBg the lines indicated fey hia particular ability and hi« paartleuhwf Um$er~ 
ament and aptitude, sctlntlocii etc** end that this develcpsaaot, particularly 
at the junior professional level, would be prodoninantly in a ^eeific are® of 
professional specialty rather than the broad treatment id*leh this other plan 
proposed. 

... Mr. Arory joined the Meeting • • * 

Iffl, mmmms Emmas me a second. Does Sir* Arosy haws a copy of 
what we are MseuseinB? What we are talking about now ia the proponed rotation 
program for personnel, which the BB/A has presented as a modification of the 

Office of Personnel’s original paper. 

MR. WSSmt 1 tMrtt, also, at the end of thte rather prolonged perto« 
there may be acme difficulty in finding an acceptable sesi©m»nt, because some 
of tbaa a p« 3 ple»thi!orotically it shouldn’t be, but I think practically, if you 
take a man out of the responsibility of any particular office and rotate Mm 
m& train him for as long as flee years, unlaw he ie a real ball of fire you 
may hare acme trouble getting people to welcroe Mm Into say particular omee. 

1 tMxto m will hero some difficulty ia evaluating these individuals ewer such 
a prolonged ported. 2 think the ported i» too long, in row ways than one. 
fhs cost of putting ISO individuals in this program for three years, the 

would be somewhere in emsesa of three million dollars. Of course, 
if we sa® ®stm to absorb that within the celling, which I think we should, 
tbs* is not a budgetary problem, «t least insofar m the Bureau of the Budget 
25X1 A cmgpeea i* concerned. So 1 rather felt that picking up eort of where 

1 left off hew the other day, that he had career plans for ft number 

of Ms people, tout the fulfiHront of those career plans was dependant on the 
ottom offices in the Agency being willing to take Ms people and give thro the 
training that he thought they ought to hare, and so forth. So I bwe serious 
reservations about the sffertiveoese of a program that lifts these ISO people 
out from their home base, so to apeak, their parent offices, and places thro 
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under aa entirely independent suffice for a prolonged period, during nfetefc time 
•Shay wotAwa ntwnfaiiy esgjeot, I fed sure, to Owe received promotions along with 
other jMMg&e i» the Age ncy, cad than f in d in g a suitable place for the® «t the 
onS of that time-. And a© I enid, X doubt whether car not they can o® productive 
daring that training period. 

So I believe that oerastMag tied, closes' Into the career service plan 
Star m individual m aswelcpea. by tola own Career Service Board wherein the xe- 
r, Kinder ctf the A^sncy oceponeuts would cooperate la training tide individual 
sisfflg the Itees that Me Career Service Bowed thought he ouefc* to have, would 
he e. better way to try to tackle tfai# thing. 

X felt *>“«*•- tnnyfag wa are trying to tun before we learn to walk. 
Instead of taking 1® people s*yb© we should start with a such awller tmtoesc. 

1 fcfrink X have #U(igh«t4d 30 or 25 here to gat started with. 

So this paper which X have reproduced hero— you all have a copy of it— 
was an attempt to reflect «y thoughts as to how I thought this might be better 
tea, at least to start with, than the Personnel proposal. I don’t say it la a 
finished product at all, and I'm not even sure that It represents a coaplete, 
finished product of ssy own thinking, but it’s much closer to what X think we 
or^it to try to do tin© the other paper. 

MS. jSOTGRfl® KECK* I on is diiKgreaaonb only on two of the major points 
you raastioned, Bed. One is the pttweption that earn of the individuals In this 
progress. Bight not have an office to reform to, because X think the whole pragma 
will be foredoomed to failure if every individual put into it isn’t a pretty 
highly qualified individual whom the office would want very such to have back, 

Xr* other words, whether w® start with 20 or 130, X think they should be the 
brightest of this px$ that we look forward «, beewMS® we are still, as X 
ujatenstscd it, following the principle that these will be potential junior 
executives mess they cose out of tide. 

ME. «B: Ktxfo, X would agree with that if you shcartened the period, 
but I think if you pit a grade ? from the taglstloe Office, say, l»to tale 
progrm, the logistics Office would be glad to have Mb back as m 9, but If 
you take Mm for four or five years, to keep Mm interested he will have to 
be prorated alone with fats cc®te^oml«s, and he might gat up to aa 11 or 13 
by the time logistics sets him back. 

m* STOK PA®XCKj SSs®fee one of the reasons ifcy I don’t stumble over 
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that block is because I tore newer yet, is my ffllto, eow to ft tire »«***• 

I wonder wtottor it 1* practical to ae* * tire period fto apregre® like tbie, 
it seen® to me It might vary with the individuals. 

MR, BEStSKEB©* As ft matter of record, tt*i 1 wadd iite to point o® 
to the Board that the paper atomlttad by the Office of S’ereoonel vae aubetwtiaHy 
tiwt asked tor by the Board, sad the tire element was put to there toecsas® people 
around this tool® said they thought that sufficient time rust to olltoed to sire 
aa dU-toond tretotog throughout the Agency in these offices. I Just rent to 
potot that out, that re did it toearee re tore tcdd to do it, end it ass our 
first Shot at the thing. 1 swasher tost the time ei«»n* torn discussed « one 
that would here to eorer something in the wd^ibortood of fire years, on the out- 
aide, sod we said we thought three to fire years was giving sufficient elasti- 
city. 1 personally don't agree with 8ad*s ore year. 1 don't think you eould do 

it in » year. 

ME. uHlSBs I don't believe you can, and I don't propose that you give 
a am » year to get hJto generally oriented, and that is the end. m preyosal 
wold to pointed tore** giving Mm certain training for a year, after which he 
hemms productive for a year or two, and then you give Mm more training. 

HU KIRSPMMCK: ©wfc is the aecond point of your contention that I 
disagree with. »*t stated that if to adapted it for ISO, which I think we ell 
ogrre is a theoretical figure, it would cost the Agency to the neiBhbtohood of 
«M msnito dMtore. 1 disagree with you rather strongly on that because to 
m mtod the second major eriteri* for successful qperetion of this, is that the 
Individuals in it to gainfully «ptoyed while they are in the process of rotation. 
Sere we are dealing with personnel id» know CIA, we aren't dealing with people we 
bring in from the outside world who hare to go threu# the vtoto oMentation 
program to know the Agency and know where their careers lie* w are dealing with 
known fuaotlties. So it seems to re the reMre® «guaiito«to period would to 
around three months before they started to pull their weigh*. And it would to 
thst they were gainfully «qplcyed ft® then on for whatever period they 
.toyed to that office. If not, there would to two faults, one the toMwidtols, 
and two, the supervisors for not seeing to it they got their money's worth. So 
1 wouldn't say the loss which could to chargeable to training per ee, would to 
Beware then a garter of the salaries of the individuals. 

going on to Harry's point about one year, it seems to me that the 
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mlniiam m iadisrlfiusl should stay la easy one office would he six mesrtbs «sd 
tbs sasxtaum would ho not such more than a year. I base always counseled 
youngsters and sort of set the pattern for tayeelf, that you ought to give a 
year to any jot to see whether you really don't lit® it as nush as you think 
you don't like it, or aren't as wall qualified fear it as you think you should 
be. ear course, that would vary a lot for individuals. Xhu hswe to recognise 
tbs fact that son of thaw individuals through the faults of the Career Service 
Boards, through the faults of the individuals, through the stsasseswients, etc., 
are going to get misplaced. Consequently, we would want to worn them, faster, 
ait generally speaking, six Booths as the mini m u m and a year as the raaxisMa, 
and somewhere in between as the average. 

I've been doing a little horanK»k in tbs nature of auxiliary work 
because in the inspection of the Office of Training we are in the m i dd l e of the 
JC® program, and I set myself the task of talking to every single JO® sad ©sfcting 
his reaction to that program, and then talking to the people who used JOT's sad 
getting their reaction as consumers, and the awe I see of that end the more we 
discuss this, the more this seams to be a projection of that program. 

Ml. WH mis X agree* 

MB. KHS0PAK5XCK: A projection utilising individuals already cm board 
rather than ®aing out and getting them. Further, the more X talk to people la 
that program the scare it see®# to me that the maximu m you can rotate Is shout 
three offices and you have rotated the individuals out. If you go beyond that 
he gets into jobs for which be Is not Interested end he gets himself so thor- 
oa^Oy spread that be is not good for any one of them. 

rn. mm,t I agree with that. 

X entirely agree with that, sad it appears that some 
of them hove rotated to the point where they begin to wonder what it's all 
about and when e m they get started. They really want a Job instead of a 
succession of little Jobs. 

That is perfectly true. And X agree also that that is 
an of the JO® program. But it was my contention that it would have 

to take more than a year on tbs grounds that if you are actually going to hears 
this St the beginning of a career service progsra, that these men should 
actually serve and coBtsihute in the places they went - all of this not so such 
In the interest of training them, necessarily, hut in the interest of starting 

m & m 
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a aasa tiBB iaa going here w hi ch then would pick up sore dirt as we went a l ong sand 
eisabl© us to gradually, throaghcwt the younger group, eat as actual, in-fact 
Career Service Pragma going. 

How 1 agree also with the statement that I think 120 Is too may to 
start with. 1 think we should start smaller, because the Idea Is to get mm- 
tijiag started, and when we get it ©slag 1 think it would pick a® dirt as it 
goes eXssag, if we do it right. And as time goes eei GX& sere anO snore youmg 
peqple cense in they will be picked sp by this device. 

win have a welting list of youag -ffwplo who wsnt 

to get into it. 

SS. KUSCPAlTsX®? Got tw» a long period because preeuBJtag we continue 
the JOT program there would come a period, say is 5 or 10 years from now, when 
we wild tenre picked up ate emgfrb till the Junior executives with that potential 
ai'*I editor in the- Agency, and the rest costae in would be cosing in through 
that JOT mechanism. 

<®* iSfSOIJDS* Sisk, X agree that IfiO is too lasay. X think that wan 
Zmt a shot in the dark. 

| These are second thoughts now. 

MS* SBGSOXfiBt fhe other point which to me differs from the JOT is 
that we exe taking mature ®e® who are in the Agency rather then someone that we 
picked out of college, or what have you; and, secondly, that our plan is given 
to the seas ratter than the man picking his plan. It's a rather nose definite 
plan than the JOT, as I see it. It's not firm, but tlds thing envisages that 
you would lay it out pretty aaefully. The plan was m element of iapor tance 
in this otter tbomjsfc that we ted. 

££*** 1 believe in the principle of rotation end tte 

establishment of &am msctealsm whereby rotation can be controlled, in effect 
tsa will have to have acme sort of a quota, basis. X else think this -JOT pro- 
gram is & very useful device if for no otter purpose than getting the brighter, 
younger pecple end Hiving them a chance at shaking themselves down in sametliing 
that they like ate arc fitted far. But I raslly gueatien the long-tern wisdom 
of setting up a formalised program of rotation wader afeich you would for mally 
recruit people fete ten them, in effect, "hook, you are mon® Cod's chosen 
here, ate we are going to give yaw a ebesnee to really mete something of your- 
selves here." I'm afraid they would all get the idea that they era privileged 
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individuals. Suca & method would very iitosly ruin a Sal r pcreeotege of people 
yon chose far 1%. I wonder if we can't set up some “Ood . resettin g tbs sparrowa 
fail" total of asra Urn men, wberowy we cos toeerp an eye on bass® youngur pes®le 
and assist md sscoursigQ their rotation as it seems desirable# without ask i n g 
soon a terrific point of it to people themselves. 

dXSIii'iffiaiCS} X couldn't agree with you more. «fc don't want to 
spoil too incilviduale. Z think tout is the part of general *tgeaoy discipline 
■adlcn it is essential to maintain* wc don't want to Croats aunt [ 
first culled m “elite corps"# stolen everybody agreed ©sanded an awful lot sore 
like tbs Sctoutsstaffel than we wanted to base in CIA. 1 think «toe reason# John, 
that we started out at this— Just following the train of thought back--waa 'be- 
cause the Board seemed to generally agree that rotation under the present system 
was more or leas bit or miss and a ease of Jofe-stoopping by tbs individual or 
piracy by an office# so that there wasn't a planned rotation. It was either m 
office going art to grab another men in another office or an individual wanting 
to ehanga Jobe either because he had a yen to get into the covert side or the 
analytic aide# but these was no schematic process about it. 

Bow# following that train of thought, it seems we base suddenly came 
over to this other earner where ww have presented to us a very fine plan but# 
as you point out# a very fins aschanisa or machinery. So it seems what we vent 
to do is probably end up somewhere in the middle of having a guidance system. 

The thing about Ml's paper that appeals to me is that it throws the principal 
burden on. the Cereer Service Boards# with a supervisory master body to needle# 
encourage, persuade, and get the mechanism going, which probably should be this 
Board. 

|l think so. 

Or a career planning group of this Board ttoaft would watch 

over It continuously. 

MB. iOSKPAERICK# A sub-group of this Board consisting of three or 
four members of this Board. 

1 was going to propose the very Isa&ible purposes of 
this plan can be achieved by some device like that. 

On the plan itself# X do have the same objection John has, that how- 
ever you define it# it would become an elite corps. It should be possible to 
follow the careers of the men without their knowing they axe being followed, 

- a - 
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wassre tis ey wcwM Stl ok to Dim Joos they are now doing sad as far as they fssear 
their puipose is to know that j©.» as wail as they can. hut if you identify 
these p«cp_e in .jrafies, aay, 9 to IS, and hare a mackaaisa iu this board for 
seeing to it that the SEE's sad -use flies ana any otter relevant material is 
teowa to ttes Beard, and then judged for both the time of ret«tiaa--not arriving 
at any six sxertns or say otter arbitrary figure, 'bat wises it become s^prepriate 
for uu individual, sal the Mad of rotation he should Sssre~-*c that yew are 
iuilowiag the careers of t he pec$u& wuq are likely to cox along and vtora you 
« «at to foster in the seen way this would tend to do, hut without ary of 'tbs 
apparatus. 20a also, in that c am, would net have to worry about slate or mousy 
teasuae emry mn would hare Ms slot ana his salary in the Job te was perform- 
ing as wen as was required of aim, end hotter, hut you would have a mechanise: 
here for following those hundred or how many paople you were interested in davel- 
cplag. 

And as Bed points out in his paper, the Career Develop- 
ment Slots which exist, could te used, to supplement a ad ocyiiiy that kind of a 
program* 

we are trying to do something litas tost in a few in- 
stances. OCX and 0$& hare told us the type of people they went in the staff a 
year or so turn sow-just * low people— vltijout telling them, and we will give 
team courses that the Chain*® can't describe, sad sort of bring them up so 
that two years item now if te wants ttern they will te available and trained along 
the lines fee wants the®, trained. Itey MU also probtoly te rotated to 0C1 or 
CIE for n short period initially. It's Juefc a test in the dark, but it's the 
unconscious approach. 

What breaks the rotation program now is the natural 
tendency to want to hang on to the good people. But if those people were identi- 
fied to this Board «cd followed, that could te dixie away with in everybody's 
interest. 

1 am interested in a Career Service System working eventual- 
ly in such a Smkdm that a responsible officer will cone to his ether offices 
end sey: "Chum, I hare a tell of a good sen hare and I think you will profit by 
Including him in yctsr specialty” --whatever it is, and run on a rather oentlfsrcn- 
3y sort of basis, rotter then everybody trying, to bans onto Ms good people and 
tjyiiic to pate off Ma bed ones to any suefear vto will tote toon. 
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MB. KIRKPATRICK; Well* the general co n sen sus seems to to thot what 


we want to wad with, thea, is principally establishing a quota of how assy 
should tea pot Into a rotation, system, allocating the quota among. the malar 
Career service Boards, laying down the ground rules as to who should he nomin- 


ated for thoae quotas, and then this Board sitting on top of the checkers* 
snatch to see that the various reds and blacks are filled and moved. 

MR. MSECS: That sounds good to me, Kirk. 

I®. AMQRY: The exclusive method is not all as black as some people 


are painting it, and at present from our side end] 


shop— this is 25X1 A 


not tte exclusive joettod, tble 1# additional &&th ode 


MR. JOBKPATOEKs That was determined at the very start, that this 
was to susqpXeasnt what is already proceeding at the preswat ties. 

MR. At ©BY: The only thing I would cement on both papers is the 
idea that you rotate several times consecutively . X think it is a lot better 
to look at a 30-year career as a trunk — a guy rotates out between the second 
and fourth year sad then he cooes back to his basic thing for three or five 
years, and about the time he is getting the idea he is a darn good fellow on 

25X1 C 

that, then be rotates rat for another three years, rather then three rotations 
in his late 20*e and then feeling that for the next 30 years he goes to 


m. JOffiKPASRICKs Them sounds like a rosy career. (Laughter) 


X fchfyik the &83st step* tta&j is to | gst & cteteasaent flus&i out 
or lees what has been described* 

Since the Office of Pereaenel and the OTB and the 


DD/a'b proposals have been presented, would it be possible for three repre- 
sentatives from those offices to get these papers together and try to synthesize 
It? 


I®. KIRKPATRICK s Wall, ean X ask you and 


to work 


25X1A 


on that? 


MR. US: Fine. 

MR. JiSiXH0I2©i That is good. 

Isn't there actually a rotation plan going on idlthin SD/P itself? In 
our Weekly Report there was an indication from our Placement & Utilization 
Division that you had one of your own actually working. 

Things are inter-working like that down there but X don’t 
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25X1 A 


25X1 A 


think it's particularly on purpose* 

MR. KEm>U)8: this one mom ded like it had been working ©» pwarpoae. 

I I don’t think it is in any foraallsed tom, He rry. I 
Just think it's the result of evoryt>ody ccraing together ©ad raising that 
sort of thing has to go on to develop a sell-rounded outfit. 

MB. RiTXSCffiDSs It g ^aae . from your Career service Boards, and I think 
there were ID or 15 people being roved around within the w/ P, obviously for 
further training. 

i Chad rotates three at a tiro to field offices. 

Ct’s definitely ingrowing. It’s picking up eort of a 

aoasaatum of its own. 

I m are so much better off than we ware two years, ago, 
and we probably don't realist it and we are still probably a couple of Jungs 

*»*«» ttKt 

5tU<fcS 


is good. 
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25X1A 


25X1A 

25X1A 


... The 23rd Meeting of the CIA Career Service Board convened at 
4,00 p.m. , 25 February 195*, in the DCI Conference Room, Mr. lyman B. Kirkpatrick 
presiding . . • 

MR. KIRKPATRICK : Gentlemen, shall we come to order? 

Item 1 is the minutes of the last meeting. Are there any corrections 

or changes desired? 

They are okay hy me* 


MR. KIRKPATRICK; If not, we will consider them acceptable as presented. 

Item 2, we have asked I |°f the OCD Career Service Board 25X1 A 


to come up and give us a brief presentation on what that Board has been doing in 
the way of career planning. I think it is fairly obvious to you, gentlemen, from 
ny comments to the Director on career planning, that I consider career planning 
one of the keystones of a successful career service program. 

| with that brief introduction, will you give us the word? 

Yes, but I really didn't know this was going to be 


a presentation. I Just made some rough notes, and if you will hear with me I will 
give you my thoughts on the career service program. I trust you won't hold it 

against me. It's strictly my personal idea. 

First, I'd 1 -ike to say that I think the career service program and 

the policy and thought that went into the development of this program is very sound. 
I do feel that the keystone of a career program is the career planning, and I 
think that that has really bogged down. And the keystones of career planning are 
rotation and training. I think training-end I'd say this even if you weren't here. 
Matt— I think training has done an outstanding Job. I'm not too sure that we are 
getting all that we could by not having an adequate plan for each individual as to 
what training he should take. Rotation is virtually non-existent today. 

I agree with you, Mr. Chairman, on that paper of yours on the 26th of 
January where you pointed out a lot of the accomplishments of the career service 
program, and when you pointed out may of the shortcomings of the program. 

Now here is what we have done in OCD. In OCD we have a board and we 
include on that board all of our Division Chiefs simply because no one individual 

knows or can give the board a good background on any indiv idual unless be is in 

so 


25X9 


that same Division. At least, our Divisions number aroundj 


we have them all sit in. He meet only once a month. He rotated pecple-we "tried" 
to rotate people, and it vas-as you put down-largely a slave-mart sort of deal. 
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Then in September we asked each Division Chief to come up with a career service 
plan for two or three of his most promising Junior executives, the plan to map out 
what that individual should do over the next ten years in order to become a more 
competent Agency intelligence officer. We received 2k such plans. We tried, and 
I say that because that is exactly what we did, we "tried” to put one plan into 
effect. The gentleman was a graduate of the Junior Officer Training Corps. He 


has been in OCD almost two years. He now has a plan where he ought to go overseas. 


25X1A 


25X1 A 

25X1 A 

25X1 A 


meat. In other words, this is a 10-year plan. The next step in this plan wouxd 

be an assignment to the W/P area. 

3 ®. WISHERS What is the age of this man? 

| | 23 to 30 years old, in round numbers. That is about 

right. 


MR. WISHER: And his grade? 

Either a 9 or an 11. 


What we have attempted to do for the past five months was to get one 
of the W/P boards to assume this man for an eventual assignment overseas, we had 
hoped. He would be carried on, we hope, a Career Development Slot. We would be 
responsible for the man and for his reassignment when he came back. He would be 
an extra number, as it were, wherever he were sent. So far we really haven't made 

too much headway* 

And now I will tell you why we have him, and I will tell you what I 
think is wrong with the present set,*. I don't think that 25 board s, or 20 boa^ 
or so, are too cany; for instance, our board is responsible now for I 1 

don't think that a board can handle more than that. I don't think a board could 
handle more than | |people if they are going to do an effective Job. But 


25X9 


all of these boards have been operating independently. They haven’t bad what I 
term an "administrative chain of command." There has not been established the 
echelons through which we could go for operating action. This Board here does fine 
in giving and setting policy, but there is no cohesion between the existing 25 
boards. There is no way where somebody could take action and tell the FI Board: 
"yes, you will take this man as an extra number," or tell my board that I will ab- 
sorb so and so, and so and so, over the next year or two years. How I think that 
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that could be licked by retaining most of your present boards but then by establish- 
ing higher boards; in other words, in the J»/I area I believe there should be a 
board consisting of the chairmen of all of the W/l office boards, and I would serve 
on that board and Joe would serve on it, and the head man from 081 and the head man 
from OBR. Then I would go to that board with actions that I want taken, not policies 
"I want John Smith to get a tour in 00C." Therefore, if the OCD board approves of 
it I then make that an item of the agenda of the W/l board, and we resolve it at 
that board meeting. Similarly, I feel that the HD/P should have a hoard consisting 
of its sub-board chainnen; and the same with HD/A. Then take the W/l area, with 


which I am familiar, say every office in W/l wants to send somebody overseas. 


May- 


be you want to send two or three, -1 mean for special rotation. All of those would 
float up to the Xffl/I Board. The W/l board would say, “This year we can only rotate 
four people from W/l to BB/A." Then that board would determine whether it would be 
the OCD candidate or the 00 candidate or the OSI candidate or the 0HR candidate. 

Then they would make their decision and it would approach the BD/A board in that 
manner. This board would probably have a sub-board which would he the overall oper- 
ating, governing board for the day-to-day operations, not for policy. That way I 
think we could get action on these things. There would be some means of Element- 

Ins these plans if the pleas are valid. 

The other thing that I have is this: Should all this be done in an 

evolutionary manner? I think the existing boards can be used. I don't think we 
ought to disrupt this whole thing. We have just barely gotten this balloon off the 
ground, and now I think we have to make it work. I think we should investigate the 
rotation and the training for our Junior executives. I think we should take it 
slow and easy, let's say rotating out of one major conplex to another at the rate, 
this first year, of 10 or 15 at the moat. If it is successful, ana as we develop 
experience and as we d^elop know-how and we know the pitfalls to avoid, if we want 
to step up the program we step it up, hut I think it should be done on a gradual 

basis, we can eventually make the thing work. I think a lot of our employees have 

the idea that rotation means that everybody gets on the merry-go-round. I don't 


think that would work. I think it could be started on a very small basis, and I 
^uld so recommend. Insofar as whether or not it is feasible to rotate people, I * 

Uta to show some figures here. In the past 3 years OCD has transferred | _ 

to the BD/P area. Therefore, it seems as though employees of the so-called overt 

side can be used in the covert side. 
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25X9 

25X1 A 

25X1 A 


25X1 A 


MR. KIRKPATRICK: Let me ask a question, Jean. Would you take all 


I refuse to answer. I would take most of them, yes. 

I would take most of them. 

And, also, in that sane three-year period we transferred 78 people 
to other offices, 0D/A, and other offices within HD/A. Now these were straight 
out and out transfers. This does not mean our people are unhappy or have low 
norale. 

MR. KIRKPATRICK: What about the flow? 

bat is the reverse coming into you from other places? 

I would say, as an off-hand guess, probably about 
the same. I don’t have the figures here. Probably not quite as high from I®/P 
to us but it does exist. 

Now, as I was going to say here, this does not reflect unhappy enploy- 
ees and low morale in QCD. It's simply that OCD is a wonderful spot for a person 
to come into the Agency to get basic, fundamental background, and we feel that any- 
body we take and then they go on to greener pastures, so much the better - and I 
wouldn't deny their transfers. Also, we must admit that many people come into 
this Agency without knowing Just what they are getting into, and the minute they 
find out they are in OCD and they are a humdrum librarian with no possible chance 
of going overseas, they become slightly, oh, shall I say "restless" and try to see 
if there isn't some way they could get into an outfit that may result in an over- 
seas assignment. Were we to offer a good rotation plan a lot of these people would 
never have left us. They would have gone on a rotation to overseas and then they 
would be happy to come hack. So that is another benefit that would be derived 

from rotation* 

I®. KIRKPATRICK: Would you say a couple of more words on your career 
planning? You said 2% were done. Were they done by the individuals themselves? 

Were they the ones that suggested this was the type of career they wanted? 

This is the my we went about it. We asked the 

Division Chief to select the two or three juniors with the greatest potential. Then 
the Division Chief, together with the individual sat down and worked up a career 
development. In other words, he was not left to himself, yet his wishes in the 
Batter and his possible ambitions and possible abilities were taken into account. 

It was a joint effort by the Division Chief with the individual, and then submitted 

- 4 - 
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25X1 A 

25X1 A 


25X1 A 


ii 

to the board, which is all of the Bivision Chiefs and myself, and we reviewed these 
and we Just have them on file. The Division Chief is responsible for following 
up on these plans and for putting forward reccmaaendations for training, for ro- 
tation and so forth to the OCD board. In other words, the Division Chief then 
takes a personal interest in these two or three people and he will come to the 
board next month and say, ”1 would like to have him go to Georgetown this year,” and 
so on. In other words, he keeps track. He has the progress chart, as it were, of 
those he has selected. 

He follows the plan that has been reviewed and approved 

by the Board, however. 

Yes, he executes, however. How the plans are not 
inflexible, they are very flexible. Also, those individuals that were origin a ll y 
chosen may be dripped at any given time if the Division Chief or the board should 
change its mind and decide to sponsor some other candidate instead of the one that 
was originally proposed. 


Mr. Sheldon joined the meeting 


plan possible service? 5X1 A 


MR. KIRKPATRICK: You mentioned in 
in other Government agencies? Was that a part of many of the plans? Because I 
don’t think it is terribly practical except in rare instances. 


Ho, I doubt if that appeared in more than two out 


of the 24 or 25* 


25X1 A 


of loading additional personnel in. But I think, again, it gets to be a question 
of quantity. You can Judge this only when you know how many people you are talk- 
ing about per year or per period, whatever it may be. 
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25X1 A 

25X1 A 

25X1 A 


25X1 A 


25X1 A 


Only we suggested here on a peripheral reporting 


post. But everything I said I would like to have considered in the light of a 
very minimum beginning. We have only pushed one of the 2^ cases thinking that if 
we could ever get our foot in the door and get a program started or a program 
accepted in theory, perhaps then we could move on to two, three, or four more. 

The other thing that I think happens today is that all of the 20 some 
odd boards function in an entirely different manner, and think they have different 
types of responsibilities* 

MB. KIRKPATRICK: We joined that issue last week, and 


25X1 A 


Is 


charged at the moment with the responsibility of coming up, for this Board, with 
a list of the major differences that exist, so that we can lay down a formula for 
the boards to operate on which will standardize board procedure. 

I was thinking if you had a XSD/I board consisting 


of the chairmen of our eight hoards, you would- - 

MR. KIRKPATR ICK: That is a technique to accomplish it. 

That would help to standardize the operation of all 


those boards. 


The point of the number of these boards has been the cause 
of a great deal of misunderstanding and dismay. There has been the thought that 
we would set up five boards to give individual attention to 


Ob- 25X9 


viously that is impossible, and I don't think it has ever been the intention of any- 
body to do it that way. 

... Mr. White was called from the meeting . . ■ 


It should be understood, however you set these up there 
would have to be enough sub -boards or panels or mechanisms so that you can, at a 
supervisory level, study these things and submit to the top boards only matters of 
policy or matters involving clearly senior people who would come to the attention 
of the members of these top boards in any event. I think there has been a boogeyman 
in this whole business of merging career service, and rather an unnecessary one, 
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25X1 A 


25X1 A 


b@ca.us6 it couldn’t work and there lias been no intention of working it that way 


or trying to work it that way. 

ME. KIRKPATRICK: Anymore questions for 


because I 


want to skip on the agenda to item 4, in view of the fact that that ties in very 
directly with what we have been talking about. And# | | I hope you will stay, 

if you would like to, to hear the rest of the meeting. 

Harry? 

ME. BEWOWB: The first item in 4 concerns the paper which will be 
circulated in the Office of Personnel asking each person to fill out their own 
thoughts about what they want to do, * a career plan. X am informed that other 
offices have a similar questionnaire. X have copies of our plan here to submit to 
other offices to tie it in with theirs, with the thought that the Executive Secre- 
tary will use that a© an overall questionnaire which could be used by the entire 


25X1 A 

25X1 A 


personnel of the Agency in giving their answers. 

MR. KIRKPATRICK: I would certainly be in favor of a standard 
questi onnair e to be used by all office boards so that when correlation takes place 
and you get into this matter of rotation you don’t have to do the Job half over 
again. 

Are you going to give this questionnaire to every in- 
dividual? Because then there is a presumption that you are going to do something 
about it. X think that is a dangerous thing to start doing. 

MB. REYNOLDS: X don’t think we should. We should possibly do it on 
a sampling basis. 

MB. KI3RKPATRXCK: I would think so. I would think CCD's technique 
of taking two or three of the top Juniors in each Division or Branch, and using 
them as samples, with a covering statement to the effect that this is an explora- 
tory sampling technique, and that rotation is for a very small percentage. Because 
X think we must take concerted and strong action to kill the belief around here 
that this is going to be an Agency of whirling dervishes around here, that every- 


body is rotating simultaneously. 

That is what bothered me* I think it would be very 

dangerous. 

That had been discussed but X don't think the Personnel 
Career Service Board made a final decision on that. X suggested to Mr. Reynolds 
that in connection with this survey which X am about to launch on a common 
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denominator procedure, that I could also do this and find, for the consideration 
of this Board, perhaps a formula or conanon denominator for a questionnaire, by 
drawing together the Security Office Career Development Plan procedure and others. 

MR. KIRKPATRICK: I think without in any way stultifying or negating 
the initiative taken by the boards, that if you can do that and we can get a stand 
ard form and a genuine understanding of how this is to be used so that we don't 
start a false rumor going around that everybody is going to get into this, that it 
would be agenda, 

which we will get to later. _ -o 
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separate mechanism, could, I think, without changing the existing systeo very mark- 
edly, he put into effect through an expansion— an expansion in time rather than in 
bodies— of the JOT program. We are taking into the JOT program an increasing number 
of Agency eaployees; that is, people who have come into the program from the Agency 
particularly after the ceiling hit we uncovered a lot of pretty good people who were 
v ithoat jobs — and I would like to have the Board consider that as an alternative to 

this proposal. 

MR. KIRKPATRICK: I think in view of the fact that quite a lot of you 
haven’t had the opportunity to thoroughly get into this, including the fact that 
very coxplete mecheaism ie herewith proposed, that if it ie agreeable to the Board 

we should carry this particular item over to the next neeting. 

MR. WISHER: I am very much in favor of that. Both and I have25X1A 

read this very haetily, and whereas there are some point, we have already spotted 

that we would like to guestion or challenge, weerenotreadytocomeupwithnur 

final statement of views. 

m. KIRKPATRICK: I think in considering it, that each of the Deputy 
Directors and AD/Personnel, AD/Tralning and w/Como should also consider the feet 
that, just speaking from what I have seen of the Director’s view on the ceiling, I 
don’t think there is any possibility-net even the vaguest-tbat he would increase 

the ceilid®pr^dt^R!^f§f<SCR>e/§l/W: At^0®M^I018^8 nv ^° eTB 3X6 

adopted would have to con® from the body politic. 



: c 


25X1 A 


MR. IT 'PAT n TC T Gentlemen, shall we p-^ceed to item 3 on the agenda. 
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which is the piece de resistance today. 

MR, SHITE: Has the Staff Study been postponed for future consider- 


ation? 

MR. KIRKPATRICK: That is what we are new getting to. I simply which 
is my usua l procedure — switched items on the agenda. We took up item 4- "before 3* 

X t-h* that is a very interesting Staff Study the Office of Personnel 
has prepared, but inasmuch as I was the one that originally suggested the 120 figure 
idea, to get started, and also suggested that the Personnel Office start to work 
out something— which I think we have a very good start on— I would like to point 
out one major area where I disagree with it. In the first place, X feel very 
strongly that, if we are going to start a rotation system in which we all believe, 
the slots with Which to start that rotation system should come out of the existing 
slots of the offices participating. Because by the very nature of rotation, if 
DD/P rotates 20 people out of the BD/P area into the other areas, it would be 
assumed, the way I envisaged the system working, that 1©/P would gain 20 people, 
and that there would always be a counter-balancing . Furthermore, I think if 
this is a gravy train, inasmuch as it is not going to cost an office anything, 

+ r y»=m iVs going to get off to the wrong start at the very beginning. So I would 
reconmend at the very initial start that the 120 slots, rather than coming from 
an increase in the Agency ceiling, come on a pro-rated basis out of the existing 
components. I think the way X .just casually mentioned it was, say 30 slots from 
of the three major components, and 10 from Training and from Commo. Sew 
that could be varied. 

I If you do it that way then when your man returns to 
you the slot which he goes back to is vacated. 


- 10 - 

Approved For Release 2002/05/10 : CIA-RDP78-03578A00050001 001 8-8 




Approved For Release 2002/05/10 : CIA-RDP78-03578A000500010018-8 


25X1 A 


25X1 A 


25X1 A 


25X1 A 


25X1 A 
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I don't think that is the kind of rotation we are 
talking about. The man may never come back to you. He may find a role in which 
he is more valuable to the Agency than he ms in the office he left. This is not 
a training program per se, for the individual. He has to be productive as well 
as getting his training, and therefore he shouldn't be a si^ernumerary. 

MR. KIRKPATRICK: If he isn't productive then rotation is no good, 
because we don't put than in slots to simply view the scene. 

It would probably be a year before he would be pro- 
ductive, and I would say it could last over a period of ten years if he is growing 
all the time. 


MR. REYNOLDS: Presumably you get a man back in place of the one you 


had lost. 


J Either from Commo or from recruiting. I would 
assume the man I let go for this program would probably never come back to me. 

MR. KIRKPATRICK; Say you move 10 slots, but there will be 10 persons 
from the Agency in your slots all the tine. 

MR. BAIRD: I don't think it would work that way. 

I No, because I probably couldn't absorb 10 non- 


communications people in the limited ceiling that I have. I don't think we should 
shoot for a goal of 120 — I should think what Mr. Reynolds has said, not to ex- 
ceed one percent of his component strength. This won't go unless you have a 
management that is extremely stubborn and also pliable, and is bought by all the 
components as something that is good for the Agency. In that case let the numbers 
turn out to be realistic ones. 

Would you start with 120 and keep filling the gaps! 


MR. REYNOLDS: I visualise filling the gaps as they drop out. 

MR. KIRKPATRICK: Like Career Development Slots. 

Because on an attrition basis you win lose 15 or 20 


of them. 

i 

I These would be like Career Development Slots, over and 
above the T/O of the office. 

MR. WHITE: May I make a comment on that, Kirk? 

First of all, 1 agree with you that I would not recommend to the 
Director— and I don't think it would do any good If you did— that he Increase 
the personnel ceiling by 120 positions, because he talks, two, three or four times 
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a week about making it less than it is now. So whatever we do I think we have to 
do within our present personnel ceiling. Maybe I have a peculiar situation - X 
don't know. Obviously X would be happy to have all administrative officers in the 
Agency also be fine intelligence officers, but I would first like them to be good 
administrative officers. I am not sure we have even reached a satisfactory situa- 
tion as far as having a good professional corps of administrative officers yet. 

So if we are talking about rotation among the various Agency conponents to develop 
a professional corps of administrative officers that I am interested in, we are 
doing this right now in the administrative field between the cooperation that now 
exists between DD/P and DD/A, and to a far greater extent than is envisaged here. 
Xf this is rotation from the DD/A component to the DD/P component in the admini- 
strative field, finance, and the rest of it, we are way ahead of this. Frankly, 

I wouldn't want to give up 10 or 20, or whatever number of slots you think DD/A 
ghraiid give up, in addition to what we are already doing, which I think is a good 
and a very effective program in the administrative field. 

MR. KIRKPATRICK: But this, as we envisaged it, and as we mentioned 
it when we suggested this plan be developed, was to take 10 or 20 of your GS-5's 
through 11 's who look like they are broader than just administrators, that they 
are going up to an executive job at some date five or ten years in the future, and 
getting tfrrnn into the rotation system, as pointed out here, is one way to develop 
them as junior executives. And when they move into this Selective Rotation Pro- 
gram then they are moving into the candidacy for the Junior Executive Inventory . 

MR. WHITE: But if you feel a man to be in the Junior Executive In- 
ventory has to have administrative experience and intelligence experience 

MR. KIRKPATRICK: Not necessarily, but I think this is one way to 
give an opportunity to 120, or any figure you want to pick right across the board 
of the junior executives that we want to broaden enough so when they get up into 
this building they have had a broad cross-experience in the Agency. 

I®. WHITE: I quite agree. But let's take the grade 9 finance offi- 
cer, for instance, who has had 2 or 3 years' experience in Ed Saunders' office, 
and then he goes to maybe an U finance officer In the DD/P area, and he follows 
that as a general administrative officer in an overseas station. Certainly some 
of the operational and intelligence situff is rubbed off in that period of time. 

So I would consider him as having had experience which would qualify him as a 
junior executive just as much and maybe even a little more so than I would if he 
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had gone completely out of the administrative field during that period and become 
an intelligence officer. 

MR. KIRKPATRICK: Why isn't what you say perfectly consonant with 
this? The fact that we have a rotation plan doesn't mean that he has to go to 
every office in the Agency - he can have a very selected rotation to specific 
offices. You wouldn't take the best operator Frank has and move him through every 
office, but he might broaden himself very much if, say, he got into Current In- 
telligence, for instance, because it gave him a field to show him what he was 
fighting for. And he might move over to OCI for say a year's tour, and then right 
back. 

MR. WHITE: I’m not fighting the problem except I think the W/l 
area, of course, is not participating in this at all right at the moment, but in- 
sofar as cross-fertilization between the BD/A and the DD/P, which is where the 
bulk of our administrative people are anyway, I think we are accomplishing that 
right now, and I think we can continue to accomplish that within present ceilings 
and without quotas. We have people who are intelligent, operational people that 
are nominated for administrative jobs all the time, and we select them sometimes 
to go into administrative jobs. And administrative people are going out the other 
way. I frankly don't think taking 20 positions away from BD/A to accomplish this, 
is going to help BD/A or the overall program insofar as we are concerned, very much. 

I They are 20 bodies - not positions. Red. 

MR. WHITE: I think we are doing that already. 

MR. RBYHOIDS: What Red says of BD/P is true of AD A 1 . Insofar as 
DD/P is concerned we have over 60 trained personnel officers now working in the 
BD/P complex. I can think of three of those men right now whose value would be 
enhanced if they had other Agency experience than just personnel, and they would 
do an excellent job in 00C - one of them I know, anyway, who is a highly personable 

fellow and an excellent man for any field office. 

I thought what we were trying to accomplish here 

was grooming people to take the places of those who pass on, whereas the finance 
man and the administrative man are specialised. Administrative people are de- 
tailed to these other offices, and finance people are detailed to these other 
offices, but when you find any one of those people that looks like he could be 
devel op ed into something less specialized than finance or administration, then 
those are the people I thought we were talking about that we were grooming for 
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other than specialised jobs. 

MR. BAIRD: I'm afraid that we are trying to make general© too quick- 
ly. I haven’t heard anybody say how long a period of specialisation these young 
icen are going to have , but I think it should be a considerable period of specialisa- 
tion - J mean* the process of the specialisation, if it has been identified. If 
they have, in addition to their specialty, executive and administrative ability, 
then they are the ones that should be identified and broadened. But I am afraid 
we are still talking about too many people needing rotation, and I don’t think they 
do. 

MR. WHITE: I started out by saying that I think we are quite a ways 
from doing our job in the administrative field without taking on the additional 
obligation to make everybody a professional case officer. 

MR. BAIRD: The other thing that worries me, Kirk, is that Frank’s 
side of the shop, as far as I can make out— I’ve just come back from talking to 
the Navy about how tight they are on slots, and we are going to nave to wipe out 
that CCS program as far as the Navy is concerned, and we are going to find it in- 
creasingly difficult to actually find places to send people overseas. Frank 
hasn’t enough places to send his own people overseas. He has more people than he 
can take care of and fewer places to put them. I don’t know what happens to 
these 2k that want overseas rotation. I think one of the reasons no action has 
been taken is that there are no spots for them. We have people in the Office of 
Training that came from the DD/F 3 or k years ago and who expect to be taken back 
into the DD/P and should be taken back, but there are no places for them - and 
they are good people. I think we ought to go much more slowly than we are talking 
today. If Red knows of a young man or young woman, then let him come up with that 
young man and say, "Here is somebody I think we ought to do something about, and 
not ©ay, "Here, you have 10 slots to do this, or 20 slots to do that." 

MR. WHITE: When we were looking for an administrative officer in 
say an H or 12, wo asked not only the area Divisions but also the area components 
to sxibmit a nomination, and we usually ended up with quite a few people from both 
sides of the house to select from. So we do take specialists out of their special- 
ized field and put them into general admini strat ion all along* I am sure if you 
looked over the records for the last year or two, three or four, you would find 
quite a number of those people have gone from the administrative game into opera- 
tions of one kind or another. Insofar as we are concerned in the administrative 
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field, I’m not sure that we aren’t doing a lot of this now. How that doesn’t solve 
the cross-fertilization between the W/l and the BD/P. But I don’t think I have 
the same problem. 

Mr. Chairman, may X make the remark that it seems to 
me what you are actually doing, you are really transferring people. This would per- 
mit you to do the same thing but Instead of calling it a transfer you call it a 
rotation. Isn’t that what this paper says? 

m . KIBKPATRICK: In effect, yes. 

And It would permit more rotation. In other words, 
it wouldn’t prevent you from doing exactly what you are doing now except put a 
different label on it. 


MR. KIRKPATRICK: I can’t quite honestly say whether I think It Is a 
rose by any other name, because, as 


points out, some of the 


people In this system will not return to you ultimately. The same is true of 
what you are doing today. Red. What you actually do, in effect, is to transfer 
permanently. They may come back to you and then again they may not. 

Isn’t the essential difference that in this proposed 


system there would be a longer-range plan formulated and watched over, whereas under 
our present system there Is no long-range plan but there is the Inre&iate transfer 
action, and there is no particular looking beyond the job or assignment into which 
the man is transferred. I think that is one of the essential differences. In 
other words, the combination of what CCD has done with respect to 24 people, and 
what you in the W/A are doing, Red, to such a great extent. The plan proposed 
by the Office of Personnel - a combination of those two Is, to me, what we are 
looking for. 

| The general plan Is that you expect them to come back? 
As a matter of fact, I do not necessarily expect 


them back. They may effect a permanent transfer any place along the line, but 
the point Is they have a home to return to at any given point, if the plan doesn’t 
work out, and someone Is responsible for them - that’s the reason for that. 

In a one or two-year rotation they wouldn’t be too 


rich to take back. 


MR. KIRKPATRICK: Hot in grades 5 to 11. That's not going to cut- 


price them. 


But coming back as 13* a, say, after five years— 
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MR. KIRKPATRICK: We assume, at least I would assume, that proportion- 
ate numbers would be under 11' e, but by the time they get to the 11 grade they are 
moving up to an assistant branch chief. 

MR. WHITE: I don’t mean that I am opposed to the plan in any way. 

MR. KIRKPATRICK: It didn't sound exactly like you were very much in 
favor of it. Red. (laughter) 

MR. WHITE: I'm not willing, at least, to contribute 20 slots to de- 
velop intelligence officers. I will contribute 50 if it is confined to rotation 
of administrative personnel around, or any other number, so long as they come under 
the Jurisdiction of the various administrative boards. 

t®. KIRKPATRICK: Isn't that the administration of the plan per se, 

rather than the theory of it? 

MR. WHITE: Yes. 

I don't see where you are giving up positions. You 
are rotating SO bodies out of SO positions but you are getting 20 bodies back. 

MR. WHITE: Maybe I’m not clear, but we are hard put at the moment 
to come up with all the administrative needs that we have to meet the OT/P's needs 
both here and overseas, ana I'm not at the moment prepared to say that I will throw 
20 of those people, which are already in short supply , into intelligence officer 

slots. That is exactly what I meant to say. 

MR. KIRKPATRICK: I don't believe that was the concept, necessarily, 
except you might have one or two who might want to be intelligence officers rather 
than logistics officers. 

MR. WHITE: Yes, but I don't want to be told that, "You will take 20 
people ana they are good people, and put them over to take intelligence training, 
when I am having a hard time trying to find enough good ones to do the administra- 
tive work. 

MR. WISHER: I am pretty ignorant about this, not knowing the back- 
ground here, but doesn't this plan contemplate that even though you have it launch- 
ed on an ything like the broad principles stated here, it would still very definite- 
ly require and take into account the need for tailoring each particular case 
according to its own merits and precisely according to what you are trying to do 
with the individual? And wouldn't that perhaps supply the answer to your question. 
Red? I mean, you aren't just giving away the whole hand on a thing like this. 

All you axe doing is saying we are going to consider this, and each case we are 

- 16 - 

Approved For Release 2002/05/10 ; C|A-RDP78-03578A000500010018-8 

I. 




Approved For Release 2002/05/10 : CIA-RDP78-03578A000500010018-8 


25X1 A 


25X1 A 


going to study and try to hand-fashion the rotation program for this particular 
individual. Isn’t that what is contemplated here in this thing? 

MR. KIRKPATRICK : Actually, in effect, this is an expansion of the 
Junior Officer Trainee System. You have a larger group of grades and existing 
Agency employees not recruited for this particular purpose hut having come aboard 
have indicated a desire to make a career in the Agency and who have broadened 
their base. 

And have shown outstanding potential. 

MR. WHITE: But in effect, I say as between the BD/A and the BD/P 
they are more than doing that now. I think I am right in saying that between the 
Office of Training and BD/P they are probably doing at least this much. Isn’t 
your issue really how to get cross-fertilisation between your intelligence officer 
in m/I and DD/P? 

MR. KIRKPATRICK: Hot necessarily. I think the basic issue is to 
provide a mechanism where your Junior officer who has ambitions and desires and 
capabilities can go into a system where there is this ability to broaden his base. 

Let me throw a question back at you. Are you in favor of this plan 

as presented? 

MR. WHITE: Frankly, I haven't read it. It was delivered to my 
office about 30 minutes before I came to this meeting. 

I think one point has been missed here. Colonel 
White is talking about his responsibility to service all components with admini- 
strative, and Mr. Reynolds with personnel people. That isn’t what my concept of 
this rotation is. My concept would be when you furnish an administrative man in 
the BD/P area and he becomes interested in that type of work, then when you look 
him over and see he might be in the area of the Division Chief some day, then 
you’ve got him. But what you are doing, you are detailing people (indicating Mr. 
White). That is not my conception of this type of rotation where we are groom- 
ing people to be sufficiently broad so that maybe they would be a BD/A some day, 
in which his knowledge of all of the appropriate parts of the Agency would make 
him a better DIVA. 

MR. KIRKPATRICK: In all fairness, I think we are pushing this dis- 
cussion pretty far for a plan that has been in your hands only a few hours. 

MR. BAIRD: I got the plan at 8:30 this morning and I have read it 
once. I would like to amplify what you said, Kirk. What is suggested here as a 


- 17 - 

Approved For Release 2002/05/10 ;^GIA-RDP78-03578A00050001 001 8-8 





Approved ForJRelease 2002/05/10 : CIA-RDP78-Q3578A000500010018-8 


NOTE: Attached pages 13-18, incl . , were excerpted from 22d, Meeting 

of CIA Career Service Board, l8 Feb 195^, because of references 
made herein to "ROTATION" I 


Approved For Release 2002/05/10 i C(A-RDP78-03578A00050001 001 8-8 




25X1 A 


MR. SF'^UOH: K isn't there a fact^ - ' here which perhaps isa t 

me**** 

as between fundamentally the six canssonents - in other word®, BD/P* 1®A, ®A* 
draining,, Coesbd and Personnel. What we need ie a negotiating mechanism. 

MR. KIRKPATRICK: What is this Board? 

MR. SHEUDOB: Yon don’t sit on individual cases, though. This Board 

sets the policy with respect to career development. 

MR. KIRKPATRICK: It seems to me that one objective we ou$it to have 
in working this out is not to create anything that doesn’t have to be created. 
MR. SHEUX&it I agree with that. 

MR. KIRKPATRICK: Anything in the nature of a board, a panel, a 
committee, and so forth. But to see If we don’t have existing within the 
Agency today, that mechanism, and doesn’t that mechanism either exist in inter- 
board relationships or in the Personnel Off ire? Or shouldn't it? 

MR. SKEIDGN: I don't are any negotiating mechanism today which is 
being effective to create these openings for various individuals in the 
various offices . 

There is in some cases between the beards. We have 
been doing it with ORE, etc. 

MR. KIRKPATRICK: But didn't w© agree at the last meeting that 
rotation per se is for a very small minority, and the way we would get into 
that would be through the direction of these 120 slots which Personnel will 

c oaisB up witto wittoin a matter of clays * 

MR* SHEUDOH: Will the* toe sufficient to uMerta&e the movement 

betveen various coir^pouejit s ? 

MR. KIRKPATRICK: My reaction would be that is the best way to 

start it and see what progresses. 
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MR. REB&5IDS: Kirk, that paper will he dittoed and In everybody's 
hands on Monday for them to shoot at to look at these 120 that we presume 
we will pick out from our various conponents. I think it's a perfectly good 


starting place. 

The other thing that I would like to put on the record is the im- 
pression which 1 gained in the two days of briefing by the m/f conplex which 

I in bis final state - 


was summed up, I thought very succinctly, by 
ment yesterday, and this is almost an exact quote: The career service program 
is of great inportance. It is gaining in usefulness and Importance far the 
BD/P complex. I would not like to see any drastic change made at this time. 

The boards are doing a very good job in our own area and they are well integrat- 


25X1A 


e&, one with the other* 

I don’t know whether that would fit in with Dick and John's general 


coosne&t*. 

It doesn’t with iry function^ to put it very straightfor- 
ward — there 1 b still mm disagreement * 

MR* KMJOIJSS; In any event, I have not had the opportunity to have 
the same broad picture of the W/l side that I have of the W/V side. But that 
was of particular interest to me because it was an expression from each one of 
the Division staff heads as to what the career service meant in their own unit. 
And there was very little sniping at it, I thought. They had suggestions and 
thoughts as far as they affected the Office of Personnel, but generally speak- 
ing it was an acceptance of what has been done already and a feeling that 
more could be done in the future under the framework which already exists. 

I Kirk, can't we say in there we want to continue the 
office boards for the time being and give consideration to the fact that eventual 
ly they ghonid. be supplanted by major component boards? 

MR. KIRKPATRICK: I think that is the sense of the meeting. 

Are you taking care of me, Dick, from now on? 

; wasn't aware of it. 

; thought that was raised at the last meeting, 
i pfc was, also whether communications people should 

come under 

MR. WHITE: The first and immediate step is to standardize the 
procedures of the present boards. It mist seem a little ridiculous, say to 

_ Xb - 
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to have a Security, an FI man and a DD/P sen, who are all 
three under different career service systems. I think that would he a big 
step, to try to standardize those procedures -- something like the length of 
overseas tours and whether or sot a fellow will be extended, promotion policies, 
ana a lot of other things, so that at an overseas post a senior representative 
has one set of standards fear all his people, instead of twenty. 

i®. BAIRD: Bed, I think that is what has been hoped from us for 
two aaS a half years, that there he an Agency policy so that the office boards 
could m&B their own policy that wouldn't be at odds with the Agency policy. 

But they gratia not or did not wait for us to do that and they have gone ahead 
on their own, but they will retrench and retract if there is an Agency policy 
established on these things. I thought there was on length of overseas tours. 

I know there hasn't been on promotions . I wasn't aware there had been so many 
things the office boards had been doing that were at odds with each other. 

I®, W1ITB: I have had several. Bach one of my offices are in a 
different business, so in some cases their stand is justified. But I think we 
are making seme progress. 

MR. KIRKPATRICK; All right, we agree it should be done. Sow, who 
is going to do it? 

MR. WHITE; I think the only place it can be done ie rl$at here. I 
can do it for my own boards through my own office, and I do, when something 
cooes to my attention that isn't right, I do say that everybody will conform 
to in the future. But I can't do it fear anybody else. 

MR. KIRKPATRICK; Suppose we instruct the Executive Secretary to 
canvass the different boards and indicate to us the areas in which there is 
nonconformance to a standard pattern, so that we can find out where the variation 
in the pattern is and lay down a basic policy? 

I'll accept that. 

MR. KIRKPATRICK: I am just trying to do what we want to do. let's 
do that. I couldn't agree with you more. Take promotion, for example - the 
peri ods of time for consideration for promotion. 

From ay peregrinations among these boards I think there 

are certain very large areas in which the pattern is pretty standard; but there 
are other areas in which there is not conformation, and as soon as those are 
brought to this board the board can say how they want it to be. 
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ME, KIRKPATRICK: We have a book of regulations in which the | | 

series is on personnel* I believe * It seems to me you could supplement that 
with a series of career service procedures and supply those to everybody and 
make sure they all use them. 

you already have mine* 

MB, BAIRD: T&ere was a phrase used* Kirk* two and a half years ago 
about making this place a better place in which to work* and I think you will 
find the boards have been trying to do that and they aren't very far apart in 
the methods they have exercised* 

MB. KIRKPATRICK: I think we would acconplish a great deal* And as 
a rider on that same Bill* I would say* including a look to see how much we 
can siijplify and eliminate the paper work required of the boards* That is a 
factor which worries me. 

MR* WHITE: I don't waste much time on that* but I do feel our in- 
dividual boards ere making a genuine effort to instill career service into 
peoples* minds all over. And in our area* particularly this idea of everybody 
having to take oversea© service* has been thrown pretty hard. A© a matter of 
fact* we have given some people the gate when they ©aid they wouldn't go over- 
seas. We have said* "You better get your hat and leave if you don't want to 
go overseas." We have different situations from other pec^le* but we are work- 
ing pretty hard on that. Also* on this other business — I know that we in the 
W/A area look worse than anybody if you interpret the lack of use of rotation 
loan slots as a lack of interest in career service, but X would say In the 
past year we have put over 200 people from central administrative offices Into 
other components. 

I Which is a kind of rotation. 

MR* WHITE: Yes* and which to sy mind is a far greater showing than 
the use of five or six rotation loan ©lots ®om place. I think you will find 
people are really Interested, in this thing and they are Just looking for 


guidance* 

MR. KIRKPATRICK: let's go to paragraph to. - the nunt>er of career 
designations should be reduced from 26 to 5* Harry? 

MR* KEYS30IBS: I can’t see— if this plan of 120 works— that each one 


of those young men* after having ccarpleted his rotation* isn’t going to have 
six career designations. I 1 brought up the last time the 
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coraparisoa with the Amy career activity In which you get a eerie® of MOS’s, 
you go on to Ft. Leavenworth or to Ft. Sill, but the primary MOO is the one 
in which you finally settle. It seems to ms we can't avoid a well-rounded man 
in this career service who hasn't got a m ssber of career designations. I think 
we should point toward that rather than Just toward one. 

MR. IQ^KPASEICK: Well, ie it practical to change the career desig- 
nations at the present time if we ©re going to leave the office hoards? 

MR. REYNOLDS: I think if you leave a wm in his basic MOS — if you 
call it that for want of a better name, until we settle on our own name~~and if 
he gets other skills his charm and attractiveness is enhanced to the mate office 

25X1 A 

that want© to take him over. Or say that in the course of hi© gyrations through 


think that i© what we are looking for. 

And he is there because he primarily wants to be there 

and he is acceptable to 

And the third thing is that his assignment is best 

for the Agency. 

MR. REYNOLDS: I think that is one of the things we can pin on as a 
proper method of what Matt ha© called the Agency being the best place to work 
that the fellow know© of. 

And he also has the discipline to know maybe he isn’t 
getting exactly what he wants, but he is willing to do it because a respon- 
sible body, or board, or entity in the Agency has said: "This is the best thing 
for you to do for the Ooverm^erit . Therefore, you have this aasignment." 

ME. KIRKPATRICK: But we weren’t talking about the practical problem 
of career designations, we were talking about a man’s career without the desig- 
nation of FI or HE - because to my mind the peak of absurdity Is to have the 
NE designation. They are basically intelligence analysts, so that really 
there i© a much larger designation there. Here, again, I go back to the single 
elimination of nationality by virtue of a career designation. So in order to 
reconcile It X would like to tie It to the preceding paragraph and say that 
study should be given to reducing the number of career designations as the 
office boards may yield to component board©. 
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Isn’t that the only reason for the designations, to 
tell what board he is under? 

m. KIRKPATRICK: It is an administrative device. But one of the 
things shout career designations that gives roe cold, shudders in the deep of 

the night is to think of the amount of paper work that goes in for 

people with career designations and at least every hour one person is changing 
his career designation. So you can see what o tremendous amount of psp®r work 
ie involved for career designations. 

HR. BAIRD: They don’t change unless there is a transfer. 

When the personnel action goes forward the career 

designation changes simultaneously . 

But they call every time from Personnel and ask. I 
think it should he an automatic thing, if somebody is accepting a person on a 
transfer they should change the designation automatically . 

4r. Re ynolds , I suggest we take a look at that and 
see if we can’t simplify the paper work on the change of designations. 

MR, KIRKPATRICK: In addition to my previous recommendation that 
this he tied into the reccnanendation on office boards, I think if the Personnel 
Office could crane up with some reccaaroexidfition on the subject for the board to 

consider, it would be very useful. 

Going on to paragraph k.c. - career development. I feel quite 
strongly as to the inportan.ee of planning careers on some basis more or less 
over a period of time so that we can get away from the employees feeling- -and 
this relates, I think, roost directly to the M)/P area— that they don’t know 
where their next assignaent is going to be. In other words, I would like to 
see everybody overseas knowing that when he cranes back he has either assiga- 
E®nt A, B or C. I would, like to see everybody in Training knowing when he 
returns he has assignment A, B or C. That particularly applies to the ex- 

s'?* 

crane back they have assignment A, B or C. 
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